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Survey"  of  the  San  Francisco  Police  Department. 


Introduction 


On  December  15,  1 976,  at  the  request  of  Chief  Charles  R. 
Gain,  the  Police  Commission  adopted  a resolution  in  which 
it  requested  that  a general  management  survey  of  the  San 
Francisco  Police  Department  be  conducted  by  the  California 
Commission  on  Peace  Officer  Standards  and  Training  (POST). 
The  Chairman  of  the  Commission,  Mr.  William  J.  Anthony, 
responded  positively  to  that  request  on  December  21  , 1976, 
and  the  POST  consultants  began  the  management  survey  on 
January  5,  1 977 . 

The  survey  was  completed  and  the  Final  Report,  dated 
July  20,  1977,  was  delivered  to  the  Commission.  The  Re- 
port was  accepted  by  the  Police  Commission  by  resolution 
on  August  5,  1977.  The  Final  Report  consists  of  over  five 
hundred  pages.  According  to  the  Forward  of  the  Report,  it 
is  a "summary  of  observations  and  recommendations  made  for 
the  purpose  of  improving  the  operations  of  the  Police  Depart- 
ment." Further,  the  POST  staff  state:  "This  Report  may 

serve  as  a catalyst  for  a concerted  effort  by  the  San  Fran- 
cisco Police  Department  to  develop  a fine  police  organization 
that  will  incorporate  most  current  and  progressive  concepts  in 
police  management  practices."  Finally,  the  Report  says: 

"Experience  has  taught  us  that  the  goals  are  not  easily 
won.  It  takes  time  to  bring  about  major  changes  in  a 
large  police  organization.  The  job  is  never  done,  be- 
cause time,  progress,  and  changing  circumstances  expose 
new  problems  and  shortcomings  that  call  for  new  efforts." 

Add  to  the  acknowledgment  that  "time,  progress,  and  changing 
circumstances,"  will  impact  a department's  ability  to  adopt 
and/or  adapt  recomimendations  such  impediments  to  change  as 
limitations  on  resources,  political  and  legislative  considera- 
tions, and  differences  in  professional  judgment,  and  you  have 
developed  a compendium  of  the  factors  that  should  be  consid- 
ered in  evaluating  the  department's  progress. 
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are  beyond  the  control  of  the  department.  They  call  for 
revisions  of  the  Charter  of  the  City  and  County,  legislative 
action,  changes  in  the  policies  and/or  procedures  of  other 
agencies,  etc.  The  department  is  working  to  bring  about 
some  of  these  changes,  but  the  final  decision  rests  elsewhere. 

From  a summary  point  of  view,  the  San  Francisco  Police 
Department  has  obviously  made  significant  progress. 

Some  Specific  Departmental  Improvements 

Organizational  Structure.  Until  April,  1976,  the  depart- 
ment  operated  with  an  organizational  structure  which  required 
the  chief  of  police  to  direct  and  control  eight  major  and  two 
subordinate  functions.  In  its  Report,  the  POST  staff  stated 
that  such  an  arrangement  impaired  his  ability  to  effectively 
manage  the  department.  (p.2-7).  On  the  other  hand,  the 
POST  Report  states  that  the  present  administration's  reorgan- 
ization of  the  department  into  four  major  bureaus;  Administra- 
tion, Field  Operations,  Investigations,  and  Support  Services, 
"is  a giant  step  toward  developing  management  control  inas- 
much as  it  provides  the  chief  and  the  division  commander  of 
each  bureau  a workable  span  of  control,  reasonable  grouping 
of  like  functions,  and  clearlines  of  authority  and  responsi- 
bility." (p.  2-29) 

Of  the  other  recommendations  dealing  with  additional 
structural  changes:  Personnal  and  Training,  Planning  and 

Research,  and  Legal  have  been  transferred  to  the  Administra- 
tion Bureau;  the  Permit  Section  has  been  physically  moved 
to  Records,  but  is  still  under  the  command  of  the  Deputy 
Chief,  Administration  Bureau;  the  creation  of  a Staff  Inspec- 
tions Section  is  under  consideration;  and  Internal  Affairs  and 
Community  Relations  remain  under  the  direct  control  of  the 
chief  of  police.  (p.2-29). 

Allocation  and  Distribution  of  Personnel.  The  POST  staff 
found  the  San  Francisco  Police  Department's  method  for 
determining  patrol  needs  and  for  deploying  patrol  manpower 
unsatisfactory.  (1  .2-38)  They  urged  the  department  to 
undertake  a patrol  workload  study  and  to  realign  its  beat 
structure  on  the  basis  of  the  study  results.  Such  a study  is 
admittedly  a complex  project,  but  the  department  is  presently 
completing  the  initial  patrol  workload  analysis  recommended. 
Changes  in  patrol  deployment  are  presently  under  consideration 
as  a result  of  the. study.  A workload  analysis  is  also  currently 
underway  in  the  Investigations  Bureau.  The  results  of  this 
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study  should  permit  the  department  to  better  analyze  the 
POST  recommendations  insofar  as  the  investigative  process 
is  concerned. 

The  POST  Report  also  observed  that  "present  assignments  of 
sworn  personnel  to  positions  which  do  not  directly  require 
their  peace  officer  authority  and  expertise  should  be 
scrutinized."  (p.  4-62)  Since  the  inception  of  this  admin- 
istration a variety  of  steps  have  been  taken  to  get  police 
officers  "back  on  the  beat."  Some  officers  have  already 
been  reassigned  to  the  field.  In  both  last  years  and  this 
years  budget  proposals,  requests  have  been  made  to  civilian- 
ize  selective  administrative  and  clerical  positions,  some 
success  occurred  last  year,  and  more  officers  will  be  moved 
to  the  street  as  a result  of  limited  funding  this  year. 
Proposition  13  had  a negative  impact  on  the  department's 
civi  I ionization  program  this  year.  The  total  result  of  this 
effort  is  that,  despite  a reduction  in  actual  sworn  depart- 
mental personnel,  there  are  more  patrol  officers  on  the 
streets  of  San  Francisco  than  there  were  in  late  1975. 

Crime  Analysis,  Crime  Prevention, 

and  Crime  Suppression.  The  POST  Report  noted  a significant 
i ncrease  in  reported  major  crime  in  San  Francisco  in  recent 
years.  It  recommended  that  greater  effort  be  expended  in 
"zeroing  in"  on  street  crime.  Besides  urging  that  personnel  be 
utilized  more  effectively,  as  was  discussed  previously,  it 
suggested  that  the  department  establish  a Crime  Analysis 
Center.  (1  .7-18)  Through  a combination  of  local  and  federal 
funding  a Crime  Analysis  Unit  has  been  established.  This  unit 
presently  prepares  special  studies  and  provides  them  to  field 
personnel  so  they  may  more  efficiently  and  effectively  cope 
with  crime  problems. 

The  POST  staff  praised  the  extent  of  the  department's  involve- 
ment in  crime  prevention  activities.  The  federally  funded 
Citizen's  Safety  Project  (SAFE)  and  the  Crime  Resistance  Pro- 
gram executed  in  cooperation  with  the  FBI  were  noted.  Two 
recommendations  were  made  in  regard  to  the  control  and 
evaluation  of  the  SAFE  program.  The  department  is  in  compli- 
ance with  both  recommendations.  (p.4-81) 

Insofar  as  crime  suppression  is  concerned,  POST  called  for 
greater  focus  on  street  crime  problems,  the  establishment  of 
an  evidence  technician  staff,  an  immediate  and  in-depth 
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study  of  the  investigative  process  and  corrective  measures  *o 
improve  investigative  performance.  (1  .7-18) 

The  department  established  a specialized  Street  Crime  Unit  in 
November  1976  and  began  to  utilize  the  Decoy  Technique  in 
February,  1977.  Employing  more  and  better  crime  data,  the 
SCU  and  the  Decoy  approach  directly  target  street  crime. 

The  recommendation  concerning  the  Evidence  Technician 
Program  will  be  operationalized  in  the  near  future.  Techni- 
cians have  been  trained  and  the  unit  will  be  activated  in  the 
near  future.  Their  work  should  improve  our  ability  to  secure 
more  convictions. 

Finally,  as  noted  above,  the  department  has  taken  steps 
toward  improving  the  investigative  process. 

Each  of  these  activities  is  having  and  will  have  its  effect 
upon  crime.  The  first  indicator  of  the  impact  of  these  efforts 
was  a 7.6%  decrease  in  FBI  Index  Crimes  during  1 977  when 
these  figures  were  compared  with  those  for  1 976.  Index 
Crimes  have  decreased  4.0%  for  the  first  six  months  of  1978 
when  they  are  compared  with  figures  for  the  first  six  mont's 
of  1977. 

Other  Major  Recommendations.  When  the  POST  Report  was 
released,  three  recommendations  drew  considerable  public 
attention:  the  lack  of  a sufficient  amount  of  quality  fielc 

supervision  (1  . 4-40);  the  recommendation  that  most  district 
stations  be  closed  (p.  4-91);  and  the  recommendation  that 
the  mounted  unit  be  disbanded,  (p.  4-68) 

According  to  the  POST  staff  "supervision  on  the  San  Francisco 
Police  Department  must  improve  before  the  department  car 
begin  to  meet  its  obligation  to  provide  effective  service  *o 
the  city."  (p.  4-38)  The  Report  offered  a number  of  reco  — 
mendations  which  were  aimed  at  improving  supervision.  Tc 
a degree  these  recommendations  require  a complete  change  in 
supervisor's  responsibilities  and  attitudes  toward  their  joes. 
Some  progress  has  been  made  in  this  area.  Steps  have  bee- 
taken  and  efforts  are  continuing  which  will  better  define  *ne 
patrol  lieutenant's  and  sergeant's  roles.  A sizable  numce*  of 
temporary  sergeants  have  been  appointed.  Supervisory  train- 
ing has  been  placed  high  on  the  department's  list  of  trai-ing 
priorities.  The  problem  is,  in  reality,  beyond  immedice 
solution.  For  a number  of  years  the  department's  person-e 
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practices  including  promotion  have  been  the  subject  of 
federal  court  scrutiny.  The  Officers  for  Justice,  a group  of 
minority  officers,  have  claimed  that  the  City,  the  Civil 
Servfce  Commission,  and  the  police  department  have 
discriminated  against  them  in  a variety  of  ways.  Their  suit 
is  still  before  the  court.  As  a result  we  have  not  been  able 
to  make  permanent  sergeants  for  over  two  years.  The  un- 
certainty involved  in  the  situation  has  had  a negative 
impact  on  departmental  supervision.  As  noted  earlier,  the 
department  can  and  is  taking  steps  to  strengthen  supervision, 
real  progress  cannot  be  expected  on  this  series  of  recommen- 
dations until  the  suit  is  settled. 

The  POST  Report  also  calls  for  a total  reorganization  of  the 
Patrol  Division  and  a number  of  changes  have  been  implemented. 
Further  changes  are  contemplated,  but  at  the  heart  of  POST's 
proposed  reorganization  is  a reduction  in  the  number  of 
district  stations  from  nine  to  three.  While  there  are  good 
reasons  to  undertake  such  a move  (reductions  in  standing  man- 
power, reductions  in  overhead,  narrowing  the  lines  of  com- 
munications), there  are  problems  associated  with  it.  Not  the 
least  of  these  problems  is  the  yet  to  be  determined  level  of 
citizen  support  for  continuing  the  present  system.  Indeed, 
before  closing  a district  station  the  City's  Charter  requires 
consultation  with  and  the  approval  of  the  Board  of  Supervisors. 
This  recommendation  is  under  active  study  and  consideration,  . 
but  it  is  doubtful  that  a decision  can  or  will  be  made  concern- 
ing it  in  the  near  future. 

The  POST  recommendations  relating  to  the  disbanding  of  the 
horse  patrol  were  considered  and  rejected,  at  least  for  the 
present . 

Some  Comments  on  Other  Recommendations.  The  POST  Report 
offered  numerous  detailed  recommendations.  Indeed,  there 
are  so  many  recommendations  and  they  are  so  detailed  that 
it  is  very  difficult  to  qualitatively  evaluate  where  the 
department  stands  insofar  as  the  POST  Report  is  concerned. 

For  example,  the  consultants  found  "The  present  system  of 
written  directives,  orders  and  manuals  in  the  San  Francisco 
Police  Department  does  not  cover  the  full  range  of  essential 
directives,  nor  are  they  current  and  readily  available  for 
reference."  (p  . 3-3)  They  then  recommend  a very  detailed 
system  of  directives  and  manuals.  The  department  has  taken 
steps  in  this  direction.  It  has  adopted  a system  of  orders 
and  as  suggested  a^s  igned  personnel  to  the  task  of  updating 
old  materials  and  preparing  new  materials.  The  department 
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has  not,  however,  adopted  precisely  the  recommended  sys- 
tem or  assigned  the  proposed  number  of  personnel  to  the 
project.  The  department  still  has  a considerable  distance  to 
go  in  updating  old  materials  and  writing  new  material. 

Available  resources  often  dictate  how  far  and  how  quickly 
you  can  proceed.  Further,  in  some  cases  recommendations  do 
not  seem  appropriate  and  they  must  be  rejected.  Some  recom- 
mendations in  Administration,  Support  Services,  Traffic,  and 
Community  Relations  fall  into  this  category.  Rating  the 
department  as  to  its  progress  vis  a vis  the  POST  Report  does 
not  seem  very  meaningful  under  such  circumstances. 

Many  recommendations  in  the  areas  of  research  and  develop- 
ment; personnel  and  training;  property  control;  and  records 
and  communications  have  been  adopted,  adapted  or  are  under 
serious  consideration.  The  payroll  process  has  been  shifted 
to  the  fiscal  section  and  recommended  improvements  have 
been  made  in  personnel  management  and  practices  and  mo.e 
are  on  the  drawing  board. 

Some  of  POST's  personnel  management  and  practice  recom- 
mendations are  however  particularly  difficult  to  implement. 

The  present  system  is  deeply  intertwined  with  state  statutes, 
the  City  Charter  and  a variety  of  local  ordinances.  Civil 
Service  Commission  rules  and  practices,  labor  relations 
policies  and  agreements,  and  state  and  federal  court  decisions. 
The  days  of  the  autocratic  manager  who  alone  can  make  person- 
nel policy  are  long  past.  As  a result,  some  personnel  manage- 
ment and  practice  recommendations,  no  matter  how  favorably 
received,  are  beyond  quick  implementation.  Hiring  standards, 
promotional  practices,  seniority  rights,  discipline  and  termina- 
tion, off-duty  employment,  and  working  conditions  all  are 
impacted  in  some  manner  by  outside  influences. 

Summary  and  Conclusion 


From  the  above  discussion  it  is  obvious  that  the  San  Francisco 
Police  Department  has  made  considerable  progress  insofar  as 
the  POST  Report's  recommendations  are  concerned,  and  the 
department  is  continuing  to  adopt  and/or  adapt  recommendations. 
In  the  year  since  the  Report's  release  steps  have  been  taken  in 
every  major  area  of  possible  concern.  There  still  is,  of  course, 
much  to  be  done.  The  change  process  may,  for  one  reason  or 
another  (e.g.,  resistance  to  change,  lack  of  implementation 
resources,  legal  entanglements)  take  years,  but  the  department 
is  progressing  and  will  continue  to  do  so.  The  next  status 
report  will  be  made  in  August,  1979. 
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